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INTRODUCTION 


This manual has four primary objectives, namely to: 


* Help you understand the nature of marketing and company image... 
and how they are interrelated. 


Make you aware of the factors which influence your company's image. 
Assist you in defining the image you want your firm to project. 


Identify specific steps you can take to improve the image of your 
business. 


In reading this manual, you need to bear in mind that some topics are very specific and 
down-to-earth while others are more general and conceptual. For example, a manual dealing 
with change orders (something with which most SMACNA members are painfully familiar) can 
be very specific and can focus on techniques for handling the problems. 


By contrast, marketing and company image are far more conceptual in nature and are something 


with which the average SMACNA firm deals much less frequently. Furthermore, there are often 
no absolute answers. True, there are some general techniques which can be applied. But, in 
most cases, it comes down to you and your specific circumstances. You have to look at the 
situation and make a decision as to what you want to do. 


This means that the ultimate goal of this manual is to raise issues, make suggestions, and 
stimulate your thinking. 
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PART I - THE BASICS 
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CHAPTER 1 


MARKETING 


Most people understand what is meant by “sales” and “selling” but far fewer understand what 
“marketing” is. And some are even somewhat frightened by the topic. And yet, if you take a 
broad view of “marketing,” there is really nothing to be concerned about. More importandy, 
it is something that everybody in your organization (from the president to the secretary and 
from the accountant to the foreman in the field) does, subconsciously, every day of the year! 


There are numerous definitions of marketing. For example, the most recent one developed by 
the American Marketing Association defined marketing as: 


“The process of planning and executing the conception, pricing, promotion 
and distribution of ideas, goods, and services to create exchanges that satisfy 
indiv idual and organizational objectives." 


And it is a good definition. However. for the purposes of this manual, let's use a broader and 
more dow n-to-earth definition: 


"Marketing is everything you do as part of your regular day-to-day business 
activities to ensure that customers both purchase y our products or services and 
are satisfied with the resulting relationship with vour firm." 


The key point here is that everything you (and all the other people working for the firm) do 
is 3 part of your company's marketing. 


What is included in everything? 
Look at the following list of ten activities: 


e Talking with a potential client to determine their needs. 
* Writing a letter to a potential client following a meeting. 
e Advertising your services in a local magazine. 

* Putting together and submitting a bid. 

* Arranging for a work crew to be on site and on time. 

e Handling à change order. 

* Sending a truck out to a Site. 

* Resolving a billing problem. 

* Demonstrating the completed project to the customer. 


* Entertaining a customer at the local ballpark. 
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In a broad sense, all of these activities are part of marketing. Why? Because they bring you 
into contact (either directly or indirectly) with the customer . . . and every rime you “touch 
bases" with the customer, you are communicating with them. And that is really what marketing 
is all about. It is communication! 


Now. in order to feel comfortable w ith marketing Cin particular as it relates to company image), 
you have to understand communications . . . and to do this, you need to ask yourself two 
questions: 


What are we trying to do when we communicate? 


What influences the effectiveness of our communications? 


Ler's look at each of these in rurn: 


1. What are we trying to do when we communicate? 


W'e normally aim to achieve one or more of a number of different objectives when we 
communicate with potential and existing customers: 


* Increase awareness... this may be anything from letting potential 
customers know that you exist to making an existing customer aware of 
a specific sen ice or capability that you offer. 


Correct erroneous impressions . . . too often customers have incorrect or 
inappropriate ideas about your company and its services, 


Assist with problems... you need to help the potential customer 
identify and ‘or resolve the nature of their problem and explore 
aliemative solutions. 


Persuade ... motivate the client or potential client to take action... 
specifically to use your services. 


Remind . . . too often even one's best customers forget that you exist... 
the "out of sight, out of mind" syndrome. 


And finally: 


* Reassure... ensure that the customer feels that they made the right 
decision in selecting the use of your services. 


Sometimes, these goals conflict with each other. More often, however, one of them is vitally 
important and the others are of lesser concern. For example, if the potential client has never 
heard of your firm and the services you offer then the key objective of the communication is 
to inform. Until they know what you have to offer, it is very difficult to move on to identifying 
their needs and persuading them to use your services. 
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2. What influences the effectiveness of our communications? 


A wide variety of factors influence the overall effectiveness of a communication. For example: 


èe Manner... the way in which the communication is made te.g. a 
personal conversation will often be far more effective than a registered 
letter). 


Frequency ... how often a communication is delivered (e.g. a regular 
quarterly newsletter is normally far more effective than one mailed every 
five years). 


Timeliness... how appropriate is the timing of the communication (e.g. 
a quote that arrives when you are preparing a bid is far more effective 
than one which arrives two days after you have submitted it). 


Tone... whether or not the communication is a friendly and positive 
one (e.g. a friendly "win-win" approach usually produces better results 
than a “win-lose”). 


Now, to go back to the beginning of this Chapter, the paint being made was that, in your 
organization, even body is involved in marketing the firm’s services whether they realize it or 
not. Why? Because everybody who communicates (in any way) with existing and porential 
customers is, in effect, "marketing" the company. 


But hem does that tie in w ith company image? It ties in because, as you will see in Chapter 2, even 
communication adds to or detracts from — in some small measure — the image of the firm. 
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EXAMPLE | 


You are looking for some air cleaners . . . and go to two different 
suppliers: 


Supplier A You can’t find the parts. When you eventually find 
them, they are poorly displayed. The prices appear to be 
reasonable. However, nobody takes any notice of you and, when 
you finda clerk, he or she is poorly dressed, isn't very pleasant, and 
doesn't seem at all interested in your needs. 


Supplier B The display is easy to find and well laid out. The 
prices are more expensive but the clerk is very attentive, friendly 
and helpful. When you make your purchase, the clerk gives you 2 
guarantee and says “if you aren't satisfied for any reason, bring them 
back and we will refund your money.” 


This second supplier has done a far better job of marketing! You 
leave the store satisfied with the transaction and the relationship 
and would be happy to go back there. The next time you need 
something they carry, you are likely (but not certain) to visit the 
same supplier. 


Furthermore, by effectively marketing their products and services, 
they have created a positive and, importantly, an appropriate image 
in your mind. By contrast, the first supplier has created a largely 
negative image and they will have to do some very effective 
marketing before you change your perception of their operation. 
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CHAPTER 2 


COMPANY IMAGE 


By contrast with marketing (for which there are many different definitions), “company image" 
is generally seen as being: 


“The way in which a company is seen or viewed by its suppliers, customers 
and potential customers.” 


In other words, what do they think of you? If an outsider were to ask them for their view of 
your firm, what would they say? Would it be flattering? Or would you be depressed to hear 
what they actually think? 


EXAMPLE Il 


Some comments made by vendors and customers about your firm: 


“They provide good service and they are always on budget but I 
sometimes wonder if they know what being on time is all about. 
They are always late.” 


"Their drawings are a nightmare. You can't rely on them at all. 
Every time, you have to redo them.” 


“Old Joe knows the business but his son . . . he's not so good. And 
the guy they put on as project manager on that last project was 4 loser.” 


“Their trucks are always dirty and their equipment always looks as 
if it could do with an overhaul.” 


"Mrs. Simpson in accounting bends over backwards to help you... 
she's a real nice lady." 


"That switchboard. The phone rang twenty times last week before 
somebody picked it up . . . and then I was put on hold for ages.” 


What is your overall image of this firm? B it positive, negative or mixed? 
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Is your company’s image important? 


It certainly is. It is critical. Why? Because people don't normally do business with firms that 
they view negatively. When they come to make a decision as to which of two companies to 
work with, they subconsciously evaluate the respecti e images. 


So important is the image of a company that the “4 Ps" of marketing — product, price, place 
and promotion — are being joined by a fifth, namely: public image (where the "public" is all 
the companies and organizations with which a firm comes in contact). 


What builds up your company image? 


Two main elements build up a company’s image, namely: its corporate behavior (i.e. what it 
does) and its visual appearance (i.e. how it looks). However, a rather better answer is that 
everything adds to Cor detracts from) the image of a firm. Admittedly, sometimes, a firm does 
something which is highly visible and extremely successful (e.g. a project which is fantastically 
well received and which everybody knows about). Without question, this gives the company's 
image a major boost. Similarly, a highly visible project which is a disaster really hurts. 


But, most of the time, your company’s image is built up bit by bit over a number of years. Your 
customers and, to a somewhat lesser extent, your potential customers see you as having a 
specific company image built up from hundreds of different factors. 


Does everybody have the same view of your firm? 


The answer is "no." And it is important to recognize not only this fact but also the truth that 
you can't satisfy everybody. It is virtually impossible to reach a state where every firm that 
does business with you thinks you are "fantastic." 


Your suppliers, for example, may view your firm in a very different light from your customers. 
Asa generalization, they interact with you under very different circumstances and may, in fact, 
do business with a very different group of people within the company. Likewise, existing 
customers may have one perception of your firm (hopefully a well-developed and positive 
one) while companies which have not, to this time, done business with vou may not know 
very much about your company and their sense of your organization may be more a function 
of misinformation and hearsay than of reality. 


Furthermore, the fact that one customer sees you as "the greatest thing since sliced bread" does 
not automatically mean that all your other customers will see you in the same light. Each 
relationship (i.e. company-vendor or company-customer) involves a different set of 
circumstances. In the case of rwo similar projects, one may enjoy good weather while the 
other is delayed by snow. One may have the benefit of your own personal attention or that 
of your best project manager while another may be handled by a relatively new or 
inexperienced individual. 
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Unfortunately, one of the facts of life is that, as your company grows (and adds project 
managers, supporting staff, etc. 2, it becomes more and more difficult to project a constant and 
positive image. It is something you have to work at. It becomes more and more important that 
vou periodically sit down with all your personnel to clarify the company's philosophies with 
respect to its image and step back and evaluate how the firm is viewed in che marketplace. 


While y ou cannot expect that every body in every firm will vien your organization in a positive 
light, you can (and should wherever possible? take the necessary steps to ensure that your 
image is as broadly Favorable as possible. 
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CHAPTER 3 


KEY FACTORS WHICH INFLUENCE YOUR MARKETING 


STRATEGY AND THE IMAGE YOU SHOULD TRY TO PROJECT 


A number of factors influence the image you should try to project . . . four of which are 
particularly critical, namely: 


l. The “stage of development” of your business (i.e. this is a broad term including 
the number of years you have been in business, the skills and expertise of your 
organization, etc. ). 


The nature of your targeted customers (i.e. who you are trying to influence). 


The positioning of your competition (i.e. where your major competitors have 
decided to place themselves in terms of their image), and 


What is happening in the marketplace (i.e. is the market changing?). 


1. The "stage of development" of your business 


Let's start with a very simple picture of the “stages of development” of the firm and identify 
what it is trying to do in terms of both its marketing and image: 


Growth 


Maturity 


Marketing objectives 


Identify and make clients 
aware of the firm — gain 
initial clients 


Continue to obtain 

new clients but also generate 
additional business with 

its growing client base 


Maintain and build upon 

its existing contacts while 
looking for new, major clients 
and exploring attractive niches 
in the marketplace 


Image objectives 


Create a distinctive or unique 
image 


Emphasize the firm's 
professionalism and expertise 
in selected niches 


Continually reinforce the 
positive aspects of its image 
(e.g. ability to perform) with 
existing (and potential) clients 
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a. Start-up 


In the early days of a business, the vast majority of potential clients have never heard of you 
and thus are not aware of the services you have to offer. So, from a marketing or business 
dex elopment perspective, the first problem you have is to ensure that potential clients know 
of vour existence and are aware of the services you offer. More often than not, you need clients 
... any clients you can get. 


As far as your image is concerned, you really don't have one .. . and thus you have to emphasize 
your unique skills or expertise. For example, what can you do better than the competition? 
The answer will depend very much on your own particular circumstances. 


Ideally, your firm will have skills or capabilities w hich the competition cannot offer. However, 
this is rarely the case in a start-up situation. So, you have to create a "competitiv e edge." There 
has to be a reason (either real or perceived) why customers should utilize your sen ices. 


In a straight bidding situation, you can use lower overhead costs and desire to gain visibility by 
cutting y our margins to a minimum. The same approach can be follow ed with potential clients 
...aànd the more times you are the low bidder, the more you will create a low cost image. 


Alternatively, you may feel that the competition is slow and old-fashioned — and thus you may 
uy to differentiate yourself by guaranteeing a more rapid service turnaround (e.g. sen ice within 
two hours? or a more modern service using new technologies or approaches. 


Whatever image you decide to project. vou have to be sure that you can perform. Nothing is 
worse than projecting an image . . . and performing in a manner which is inconsistent with that 
image. In fact, it is probably better not to try to project an image you can't effectively support 
since then you don't lead the potential client into expecting something which you cannot 
perform. 


b. Growth 


During the growth phase, your marketing or communications needs change. By this time, a 
substantial body of potential clients are aware of your existence and thus there is less pressure 
on you to communicate the fact that you are in business. Furthermore, vou normally have a 
number of clients for w hom you have done business on a repeat basis . . . and thus, assuming 
the projects have been successful, have started to build up a positive image. In addition, it is 
likely that your experience and skills will have improved so that you have far more to offer to 
your customers. 


As your business grows, the nature of the image you wish to project can also change. Having 
established a solid base for your business, you may want to place greater emphasis on your 
professionalism, your ability to solve complex problems, or your skills in certain industries. In 
addition, you may wish to improve and emphasize your internal suppon capabilities so that 
you continue to reinforce a positive image with vour existing clients. 


12 


SMACNA Marketing and Company Image Manual 


c. Maturity 


Now, you have reached the stage where you have a regular base of clients. While you are 
continuing to look for new accounts, the major part of your business comes from continuing 
business with your existing client base. 


Once again, your marketing needs have changed. Most major potential customers know who 
you are and are aware of the services you offer, So you now have to put increased emphasis 
on communications with existing customers — not only before you start the project but also 
while “commissioning the job,” working on the project itself, and during both the close-out 
phase and warranty period. At the same time, vou need to build on the close relationship with 
your customers to generate referrals to other firms with which you would like to do business. 


Performance on the job remains extremely important (since the customer is likely to have built 
up heavy expectations). However, a multitude of internal and supporting factors become 
increasingly important — especially in terms of the company's image — because of the extent 
and depth of the relationship. And the primary objective is to continue to reinforce the positive 
aspects by emphasizing the firm's ability to continue to support the relationship. 


EXAMPLE Ill 


As the president of one very successful company commented: “We 
have certainly changed our marketing approach over the years as 
we have grown...and, at the sametime, have changed our image. 
However, I don't know how conscious that change was." 


"When we started in business, some twenty-five years ago, we 
focused on public works and obtained projects because we were 
the low bidder. However, as we grew, we tried to focus on projects 
where price wasn't quite so important and our professionalism and 
ability to do the job in a quality manner were recognized. And | 
think we started to project a more professional image.” 


“Then, in recent years, we have been far more selective in the 
projects we have bid. We don't do many of the sorts of projects 
that we handled when we started out. Now, we focus on specific 
niches in the marketplace . . . and really build on our image as the 
‘experts’ in these fields. Also, we are much better organized 
internally so as to make sure that those projects we do accept are 
done well and supported in the best manner we can." 


SMACNA Marketing and Company Image Manual 


2. The nature of your targeted customers 


It can make a ven real difference (in terms of both y our marketing approach and the image 
yOu try Lo project whether or not you are trying to sell your services to a limited number of 
clients (e.g. if you are a subcontractor working solely with a small group of mechanical 
contractors}, to a somew hat larger, more nebulous groups of firms (e.g. owners and de elopers! 
or to a large number of relatively unsophisticated customers (e.g. the residential market). 


A major commercial client is highly unlikely to look for potential suppliers in the Yelow Pages 
of the local telephone directory. In most cases, they know who is capable of doing the job and 
will have a good idea of the reputation and image of these firms. They will have a short list of 
firms that they will wish to talk to. Or, if they do not, they will contact others in the industry 
for their advice and counsel. 


And yet, going to the yellow Pages is exacuv where a residential customer might look when 
they want to install an air-conditioning system. In all probability, they are not familiar w ith the 
local firms and, unless they know somebody who has just installed a similar system, they w ill 
be looking for names of potential contractors. 


The important point to be taken into consideration is the nature of your targeted customers 
when defining both your marketing and image. There is nothing to be gained from putting a 
lot of time, money and effort into marketing and promoting your services in a manner which 
will either not reach the intended client or will not impress them. And, equally, it makes little 
sense to develop and promote an image which would appeal to one ty pe of customer when 
you are really concerned with impressing another. 
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EXAMPLE IV 


The comments of one company president as to how they changed 
their marketing effort and also their company image: 


"We started off trying to sell a very large group of customers in a 
number of different fields — both industrial and commercial. We 
sent them letters, news releases, articles, etc. In essence, we tried 
LO project ourselves as professional generalists.” 


"Then, about ten years ago, we sat down and looked at two things. 
First, we looked at all the money we spent... and concluded that 
it hadn't been too effective. Second, we looked at the sorts of 
projects that we both did well and enjoyed doing. To our surprise, 
we discovered that we actually did business with a relatively small 
number of customers and, as a result, we changed both our 
marketing and image." 


"We now do very little in the way of mailings. We prefer to call 
personally on each potential client. Also, we emphasize our skills 
and abilities in just three or four areas. It doesn't make sense to 
waste money trying to say you are one thing when you are not... 
andtotry to influence firms that you really don'twantto do business 
with." 


"Some people still think of us as generalists. We haven't been 
totally successful in changing our image. It is not easy to change a 
well-established image. However, we are now projecting the 
image we want to have... . and it is important that we continue to 
reinforce that image." 
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3. The positioning of your competition 


The third factor which can be important is determining both your marketing strategy and the 
image you want to project is what your competition is doing. As Al Ries and Jack Trout pointed 
out in their book, Positioning. The Battle for Your Mind, nobody ever wins the battle by going 
head-to-head with the big guys.” Attacking the competition head on is almost alw ays a disaster. 
It is usually far more effective to use an end run. 


Somewhat the same point was made by Michael Porter in his book, Competitive Strategy. His 
view is that ane of the keys to success is the extent to which you can establish your own image 
and identity . . . ar differentiate your firm from the competition.** 


EXAMPLE V 


Your major competitor projects themselves as a large organization 
with a broad range of skills. They are strong and well-established. 
They have built up an image which says “we are the ‘experts’ and 
can do anything.” What image do you try to project? 


Quite obviously, one approach is to attempt to project the same 
image. However, by doing so, you may just be banging your head 
against a brick wall. And thus it may make far more sense to Lry to 
project a different image for your company. 


What else do you know about this firm? Well, they are slow to 
respond to customers. And they aren't strong across the board. 
There are certain areas where they are weak. So, vou set out to 
create an image of speedy response with expertise in certain key 
areas. 


This is not to suggest that vou don't provide other sen ices . . . of 
course you do!! But you emphasize an image which differentiates 
you from the other firm. 


* Al Ries and Jack Trout, Positioning: The Battle For Your Mind (McGraw-Hill Book 
Company, 19861. 
Tu Michael E. Porter, Competitive Strategy (New York Free Press, 1980). 
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Two observations: 


There is a risk in differentiating your firm. You have to avoid falling into 
the trap of being seen by potential customers as the “experts” in a very 
narrow or unimportant field. 


If your major competitor is not particularly strong then you may decide 
to go head-to-head with them. However, this only makes sense if you 
feel that they have so many weaknesses and faults that you can take 
over their position in the marketplace. In most cases, vou are still far 
better off to take an indirect approach. 


4. What is happening in the marketplace? 


Markets do not remain constant. . . and firms that assume that today’ s conditions will continue 
for many years to come usually go out of business. The image you try to project must be 
attuned to what is happening in the marketplace. 


EXAMPLE VI 


Your firm specializes in working with small office buildings... and 
most of your marketing effort is targeted toward developers of such 
buildings. This is a market which has been very strong for a number 
of years . . . but now is starting to weaken. 


One strategy is to continue to reinforce your image as the experts 
in small office buildings . . . in an attempt to get a larger percentage 
of the smaller market. lt is a high risk strategy since, if this segment 
dies completely, chere may not be any business ar all. 


An alternative, and better, strategy is to start to modify your image 
and project greater expertise in another field . . . one which, 
hopefully, will continue while the small office market is depressed. 


17 
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There are, of course, some risks in attempting to change both your image and your position in 
the marketplace. First, it has to be a credible repositioning. A provider of services to 
commercial buildings is unlikely to successfully change its image to that of manufacturer 
Second, it has to be a field in which you have the necessary expertise to perform effectively. 
The fact that you have successfully sen iced one industry or one group ot customers l'or many 
vears does not automatically mean that you can service another industry or group of clients. 
One of the major traps in any business is to venture outside your own area of expertise. 
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CHAPTER 4 
DEFINING THE IMAGE YOU WANT TO PROJECT 


There are five key steps to this process. And it is recommended that you do it systematically 
... Sitting down with a paper and pencil and answering the following questions: 


STEP 1 


WHAT ARE YOUR FIRM'S STRENGTHS? 


What makes your organization unique or better than the competition? What are the strengths 
that you will want to emphasize in terms of your marketing-strategy and your corporate image? 


This is often not easy to do but try to identify five strengths: 


1. 


2 


For example, you may feel that among your firm's strengths are: 
An ability to provide twenty four hour a day service and support. 


One or more individuals with extensive experience and unique problem-solving 
capabilities. 


A degree of expertise in a specific industry or segment of an industry. 


A piece of equipment which enables the firm to handle larger projects than the 
comperition. 


Long time relationships with major customers in the area. 
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STEP 2 


WHAT ARE YOUR FIRM’S WEAKNESSES RELATIVE TO THE 
COMPETITION? 


e You certainly aren't going to build your marketing efforts around your 
weaknesses and don't want to try to create or build up your image in an 
area where the company is weak! 


* Identify ing your weaknesses may well give you some ideas as to how you can 
build up your company’s image by eliminating those problems which 
currently detract from it. 


Since it is always far easier to identify weaknesses in an organization (as compared to its 
strengths), try to identify seven weaknesses: 


1. 


> 


For example, you may feel that your company is weak in that it has: 


1. A lack of expertise in certain key segments of the industries it serves. 


lv 


Relatively few highly skilled project managers. 


3. Problems managing projects over a certain size or located more than a certain 
distance from the main office. 


4. The absence of specific high-tech equipment » hich limits the company’s ability to 
compete. 


5. A poor accounting system. 


6. One or more individuals who, while highly skilled, do not project the positive 
image desired by the company. 


7. Performed a number of projects with major clients which were not successful and 
positive. 
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STEP 3 


WHAT SORT OF IMAGE DO YOU WANT TO PROJECT? 


Next, go down the following list of factors and determine where, ideally, your company's image 
would be . . . and be realistic about it. All firms can't be experts and the majority may not want to be. 


The following list of factors are all neutral (i.e. it is a matter of choice) or positive: 


Competent 

Low Cost 

Generalists 

Linfriendly 

Customer Indifferent 
Reasonably Responsive 
Good Performance 


Rough and Ready 


Professional 

Medium Cost 

Generalist ‘Some Specialties 
Average 

Customer Oriented 

One Day Response 

Best Effort 


Average 


Expert 

Premium Cost 
Specialists 

Friendly 

Customer Fixated 

Two Hour Response 
Guaranteed Satisfaction 


State of the Art 


You can, and should, add your own factors. Those given above are far from a comprehensive 
listing and each firm will have its own ideas about what specific image it wants to project. 
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STEP 4 


DOES THIS IMAGE MATCH WITH YOUR STRENGTHS AND WEAKNESSES? 


Too often, firms try to establish an image which is, unfortunately, inconsistent with their 
strengths. So.. go back and make sure that the image you want to establish for your 
organization is consistent with what you have to work with. 


EXAMPLE VII 


"We had some problems w ith both our marketing and our image a 
couple of years back." 


"We thought we could create a niche for ourselves by guaranteeing a 
two hour response time. We would get to the customer's site within 
two hours. [fit took us five hours to get there then we paid the customer 
so many dollars per hour for the additional three hours. After all, their 
equipment was down and we weren't there to fix it. It was 3 great idea 
and we picked up some business with it. Firms liked the fact that there 
was a strong incentive for us to be there within two hours." 


"The problem was we didn't have the people or the x ans to always 
get there within two hours. In fact, we found we made the target 
only about twenty percent of the time... and the customers were 
mad not because of the quality but because we weren't there when 
we said we would be there. So, we changed our guarantee. We 
are there within four hours and we can achieve that ninety-five 
percent of rhe rime." 


"We learned our lesson. You have to be able to perform. It is no 
good uying to sell something which you can't provide." 
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STEP 5 


DOES THE IMAGE YOU HAVE SELECTED MEET THE NEEDS OF YOUR 
CUSTOMERS? 


As a result of the previous four steps, you may have defined an image which is perfectly 
consistent with your own company's strengths. However, the last step should be to make sure 
thatthe image you want to project is, in actual fact, consistent with the needs of your customers. 


EXAMPLE VIII 


“We wanted to be the most professional firm in our chosen 
segments of the market. My background was in high tech 
engineering and I wanted us to be the leader . . . the expert. 1 
wanted us to be on the 'cutting edge' when it came to innovation." 


"So, when I took over this business, I spent a fortune on equipment. 
If it were new, I had to have it. 1 also wanted to have a shop which 
was would impress people. And, anybody who came in was 
impressed. It looked like a showroom." 


"The only problem was that very few of our customers ever came 
to the shop. And those that did seemed to wonder whether or not 
we would be prepared to do work for them in such a wonderful 
facility. We also found that the vast majority of our customers didn't 
really need all the high tech equipment. They just wanted a well 
built product.” 
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PART II — THE PRACTICE 
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CHAPTER 5 


THE KEY ELEMENTS IN BUILDING UP YOUR FIRM’S IMAGE 


Everybody will tell you that the most important thing in building up your company's image is 
PERFORMANCE . . . doing the job well, and on time. And, to a very large degree, they are right! 
Nothing will destroy your company’s image and reputation faster than a job poorly done which 
takes far longer than planned. 


And yet “doing the job well, on time and within the budget” is not the whole story. Forexample, 
a recent study in the U.K. indicated that, while a favorable customer assessment of the 
company’s products and services is a major factor in image development, knowing somebody 
who works for a company (and having a positive image of them) can have an even greater 
impact and both factors have a far greater effect than the fact that somebody remembers the 
firm's advertising. 


So, in Chapters 6 through 11, let's look at six broad areas which can have a direct impact on 
your firm’ s image . . . focusing particularly on what you can do to improve and change it. The 
Six areas are: 
* The company’s personnel. 
Job support performance. 
Written communications. 
Advertising and public relations. 


The physical assets. 


* Miscellaneous factors. 


Bear in mind, as you read these chapters, that how you want to change your company's image 
will depend very largely on the image you are trying to create. The assumption made in the 
following chapters is that the majority of firms want to change their image in what would be 
described as a “positive” or “more professional" direction. 
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CHAPTER 6 


THE COMPANY’S PERSONNEL 


Personnel are the key to any organization. In the long run, it is you and your people who are 
responsible (both individually and as a group) for both the marketing of your company and 
creating the image of your organization. So, many of the key factors which contribute to that 
image are a function of the skills and abilities of individuals. 


Let's look at a three key factors relating to the company and its people, namely its: 


1. “Voice.” 


23. “Appearance.” 


"> 


“Attitude.” 


1. The company’s “voice” 


The first point of contact most people have with any firm is either the receptionist or the 
telephone operator Cor w hoes er answers the phone). First impressions are important and these 
indix iduals are the "voice" of your organization. 


Are people who enter your office greeted in a professional vet friendly manner? Or are they 
ignored? If they have to wait for an appointment, are they invited to take a seat and make 
themselves comfortable? Is a cup of coffee provided? All these factors either build up a positive 
image or create a negative one in the visitors mind. Something as simple as the magazines can 
have an impact on your image. Are the magazines recent, appropriate to the industry and 
interesting? Or is the visitor forced to read a 1985 copy of à now defunct popular magazine? 


Similarly, the receptionist or whoever else picks up the phone for your company paints that 
initial image of your firm — assuming that somebody picks up the phone! What is your reaction 
when the phone rings and rings . . . and nobody picks it up? Frustration, irritation and 
annoyance. Are those the feelings you w ant to create in somebody else? The answer is clearly 
"na." Why? Because it sugaests an image of inefficiency and incompetence. 


So, what does the caller hear? Is it a clear statement of the name of the company given in a 
friendly and positive tone? Or is something along the lines of: 


"Zissh is the blaihejy company." 


Too often, the indix idual mumbles the name of the company w ith the result that vou aren't sure 
that you have reached the right organization. Then, w hat happens when you ask for Mr. Jones? 
Does the receptionist transfer your call with a friendly "thank you for calling" or are you made 
to feel guilty that vou called and thus interrupted their day? 
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Do these factors affect the image of your company? Certainly they do. They influence whether 
or not people “enjoy” interacting with your organization . . . and, if they don't enjoy it, you 
have opened the door (if only a crack) for them to go somewhere else. 


2. The company's "appearance" 


It is very easy to say that the way people dress in your organization isn't important. You can 
argue that the way they dress is a matter of personal choice and that field personnel are there 
to do the job and not wander around like mannequins! True. But bear in mind that, if you 
are trying to project a professional image, the way your personnel appear to others will have 
an impact. 


The key to dress in business is the word "appropriate." All company personnel need to dressed 
in a manner appropriate to the situation. The fact that a manager is wearing a sports shirt and 
slacks may project an appropriate image on a Saturday when the task is to complete an estimate 
or a set of drawings but may give the wrong impression when calling on a major potential 
client since it may raise questions as to the attitudes and professionalism of the company. 


Do you want your field personnel dressed in a three piece suit and a bow tie? Again, the answer 
is "no." That is not the image which normally goes with a "hands-on" and efficient foreman, 
supervisor or laborer . . . and thus would be seen as highly inappropriate (although it would 
certainly differentiate your company from the competition!!). 


However, that doesn't mean you want them to be dressed in a wide variety of dirty overalls. 
One of the things you are trying to do on any site is to reassure the customer or owner that 
their selection of your firm was an appropriate one. The fact that the work crew are all dressed 
in a consistent and attractive manner helps with this reassurance. 


What, in fact, you are always trying to do (through your people) is to create an image — at all 
times — of a firm that is organized, professional and, above all, knows what it is doing. Having 
people who are informally dressed or shabbily dressed works against that image. 


3. The company’s “attitudes” 


What is the general “attitude” in your firm? And what do you want it to be? Clearly, you want 
people to be friendly towards the outside world. You want them to be positive. And, more 
importantly than these two factors, you want them to have a "can do" attitude. 


When a problem arises with a supplier or a customer, you want your people to be friendly and 
positive with a belief that they can resolve the issue to both parties’ mutual satisfaction. How 
do you feel, for example, when you have a problem and get the following response: 


"Yeah. Well I suppose so. I'll take a look at it... but it is going to be a real 
mess. Okay. I'll get back to you if I can do anything about it.” 
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Does this give you a positive image of the firm? Try replacing this response with the follow ing: 


“Good moming. Yes, | understand the problem and am sure we can solve it. 
I'll get back to you this afternoon with the solution or at least to let you know 
how we are progressing. Thank you very much for calling.” 


The important point to be made here is that, if you are trying to create a specific image for your 
company, all the employees must be aware of that image and you must take steps to ensure that 
they support and believe in the image. It is critically important that evervbody be committed to 
supporting the image . . . and understand how their actions and attitudes influence it. 


RECOMMENDATIONS | 


Tomake sure thatthe company’s personnel are projecting the right image: 


* Check the image or impression that an outsider would 
receive of your firm based just on walking into the office. 
Would they get a positive image? 


Ask visitors how they were treated by your receptionist. 
Were they handled ina professional and friendly manner? 


Check the image or impression that an outsider would 
receive of your firm based on a telephone call. Listen in as 
somebody calls for help or assistance. Would you be 
impressed? Would vou get a positive image? 


Review the general appearance of your personnel — both 
in the office and on the site. Make sure it is appropriate 
and supports the sort of image you are trying to project. 


Do people have the right attitudes towards their job and 
towards people in general? Are there steps thal can be 
taken to improve the attitudes? 


And critically tmportant: 
* Make marketing and company image part of your 


corporate personnel policies (see the SMACNA Personnel 
Policy Manual. 
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CHAPTER 7 


JOB SUPPORT PERFORMANCE 


In addition to the job performance itself, there are a number of important factors which might 
be described as "job support performance" (i.e. factors which relate specifically to the ongoing 
project), namely how: 
1. The client relationship is established. 
Management handles problems. 
Supporting services handles the client. 


The project ends. 


1. How the client relationship is established 


The marketing or communications have been successful and you have in front of you an 
agreement, contract or job order. You are ready to start the project. However, it is important 
that you don't overlook one of the critical aspects of marketing and image building, namely: 
how you now handle the establishment of the relationship. 


One option is to simply start the job. It has, after all, been the goal of your marketing or sales 
efforts. However, the time period between being awarded the project and actually starting it 
is an opportunity to convert the relationship from an impersonal one to a personal one . . . this 
is a period when no problems have, as yet, arisen and thus one has the time to get to know 
the customer. 


So, as you prepare to begin the project, you should ask yourself the following question: 


* Have we done everything possible to ensure that this project has been 
established in a way which will maximize the probability of success? 


And, as an aid, you may want to use a checklist such as that shown in Example IX. 


2. How management handles problems 


Problems invariably arise during any project or job. The key point to bear in mind is that how 
management handles them will have a major impact on how the customer regards your 
company. This is the period when they have the greatest interaction with you and what you 
are trying to do during this period is to reinforce your company’s image as an organization 
which is professional, honest, efficient, effective and reliable, 
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So, when problems arise, ask yourself this question: 


e Are we handling this in the most effective manner? Is there a better 
way of working through this problem? 


EXAMPLE IX 
CLIENT RELATIONSHIP CHECK LIST 


Discussed the project in detail and resolved all potential 
problems and outstanding issues. 


Established a mutually acceptable schedule for meetings 
and other communications. 


Established a satisfactory procedure for resols ing 
complaints and problems. 


Provided the customer with a complete set of 
names and telephone numbers to facilitate prompt 
communications. 


Received from the customer a complete set of names and 
telephone numbers of their management and key 
personnel. 


Prepared a written summary of any concerns or potential 
problems te.2. problems relating to the site, 
materials handling, etc.). 


3. How supporting services handles the client 


In addition to contacts with your firm’s management personnel, project managers and field 
personnel, a client sill normally come into contact with your firm through (a) your 
receptionist telephone operator, fb? the secretarial staff and fc) the accounting department. 


Now, while none of these indis iduals perseare going to destroy y our company’s image, the actions 
and attitudes of each and every one of them can chip away atit. As indicated earlier, a receptionist, 
telephone operator or dispatcher who is unclear, unfriendly or bad tempered does not make the 
client look forward to interacting with your organization. Business people tin common with 
every body else? tend to do business with indiy iduals that they like. They may not always enjoy 
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working with somebody but they feel comfortable with the relationship . . . and anything that 
reduces that feeling of comfort has a negative impact. 


The same observation applies to all company personnel with whom the client comes in contact. 
However, it is particularly important in the case of the accounting group. Financial problems 
which arise should be handled in a matter which leaves the client with the feeling that they 
have been promptly and fairly treated. If you leave them with any other image from this 
interaction, you may well find that your company's image is tarnished not by any problems on 
the job but by irritations resulting from contacts with in-house personnel. 


Here you need to continually ask your personnel: 
* Is the customer receiving service and consideration which will reinforce 
the image we want to project? 
4. How the project ends 


Just as it is important to ensure that the project is well set up, it is critically important to focus 
on how it ends. After all, this is the last image that the client will have in terms of this job or 
project. 


Unfortunately, focusing on how the project ends is difficult to do. The ending of one project 
normally means the starting of another and thus there is a natural inclination to wrap up the 
project as rapidly as possible and move on to the next. 


So, step back and ask yourself: 


* What did we learn from this project? 


* Did it end on a positive note? Did we communicate effectively with the 
customer? 


The major point to be learned from this Chapter is that, important as your performance on the 
project is, it is also vital that all members of the firm are aware of how they contribute not only 
to the ongoing marketing of the company but also to its overall image. 
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RECOMMENDATIONS Il 


To make sure that the company is projecting the right image during 
the establishment, conduct and wrap-up of the project: 


* Take extra time to make sure that the details of the project 
are clearly understood by both parties . . . since this is 
where most of the problems arise. 


Clearly define the operational relationship (i.e. when the 
client will be contacted, how problems will be handled, etc.). 


Inform the client when a problem arises (e.g. you can' meet 
a schedule, a specific section is awaiting parts, etc. ), While 
this is a judgment call (ie. one can always hope that 
circumstances will change), try to put yourself in the 
customer's shoes. They would, in most cases, rather know 
the truth than wait and wait not knowing what is happening. 


Set a deadline for resolving the problem and getting back 
to the client... and get back to them even if only to tell 
them that the problem hasn't been solved. And, when 
delegating responsibility for solving the problem to 
somebody else, let them know (2) your deadline and (b) 
the importance of resolving the matter. 


Regularly hold in-house sessions focusing on both the 
importance of handling problems and ways in which your 
personnel can maximize the effecti eness of these interactions. 


Take the time to sit down with the client and discuss their 
satisfaction (or otherwise) with your firm's performance. 
What problems arose? And were they satisfied with the 
way in which they were resolved? 
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RECOMMENDATIONS II (continued) 


Not only will this give you insights into ways of improving 
your performance but it may well also give you an 
opportunity to restore your company’s image in the eyes of 
the customer. If, for example, they were not satisfied with 
your performance in a specific area, you can thank them 
for their input and lay out a course of action to make sure 
it doesn’t happen again. 


If major elements of the project went wrong, hold a 
meeting of the personnel involved in all aspects of the 
project and conduct a post mortem. You may not be able 
to do much to restore your image with that specific client. 
However, you will be able to make sure that you don't fall 
into the same situation twice! 
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CHAPTER 8 
WRITTEN AND VISUAL COMMUNICATIONS 


A company s written communications can be divided into five distinct areas: 


Logos. slogans, and creeds. 
Letters, contracts, and reports. 
Business cards. 

Brochures. 


Mailings and newsletters. 
And there are mo areas which one might describe as “visual” communications: 


o. Site signage. 


“Leave behinds.” 


1. Logos, slogans, and creeds 


A recent Canadian study suggests that a large part of a company's image is deriv ed from its 
logo or symbol. Citing dramatic increase in revenues resulting from the introduction of a new 
logo, it pointed out that people remember a strongly visual logo or symbol far better than they 
do a company name. 


The key to developing a logo is very similar to that for developing vour image as a whole. You 
have to first determine what sort of image you nant the logo or symbol to project. IF, for 
example, you want to create a dynamic image for the company then your logo or symbol 
(through the use of line, form and color? must visually present this characteristic. 


Note: One of the benefits of SMACNA membership is the authorization of members to 
use the SMACNA logoon their cards and stationery thus enhancing their credibility 
and reinforcing a professional image. SMACNA's Marketing Committee has 
developed à SMACNA Contractor logo identification kit that contains the 
camera-ready artwork necessary to apply the logo to your business 
communication materials. In addition, an advertising specialty catalog featuring 
the SMACNA contractor logo is available. Members may customize the items w ith 
their own company name and address. 


A slogan can also be very effective... again because it is remembered much longer than the 
words in a letter or an advertisement in à magazine. Ask people for Ford's slogan and a large 
percentage w ill come back with “At Ford, Quality is Job One." So, building vour image around 
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a phrase such as “The Sanders Way” or “At Henderson, the Customer Always Comes First” can 
reinforce the sort of image you are trying to convey. 


As always, you have to be prepared to live up to your slogan. If you say that the customer 
always comes first and the majority of your customers don't think they do then you have 
problems. Customers will start to view your “slogan” negatively. 


Finally, there is the company creed or philosophy which is normally an expansion of the slogan 
. .. focusing on what the company does to back up its basic way of doing business — as 
illustrated in Example X. 


EXAMPLE X 


THE RHODES WAY 


Honesty and Integrity 
Good Management 
Loyal Employees 
Providing Value for Dollar Spent 
Effective Job Management 
Direct Family Involvement 
Consistent Service 
Commitment to Our Word 
Competitive Pricing 
Guaranteed Performance 


THE MAYS COMPANY PHILOSOPHY 


Providing high quality service to our customers 
Maintaining an image of quality and integrity as keys to success 
Promoting teamwork, cooperation, and management 
involvement 
Customer satisfaction, the key to repeat business and success 


The more detail you incorporate in the creed or philosophy, the more difficult (and important) 
it becomes for all company personnel to live up to these words. If they don't then publishing 
such statements may cause more problems than it is worth. 
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2. Letters, contracts and reports 


The main points to be made with respect to your firm's standard written communications with 
any outside organization (i.e. vendors, clients and potential clients) are that they should be: 


Clean and professional — the crisper and more professional the better 
unless, of course, you are try ing to project an image of a very small, 
cottage industry type of firm). 


Well written — poor use of language, spelling errors, etc. do not 
reinforce a professional image. 


Appropriate to y our business — you are dealing with practical people 
who are not likely to be impressed by overly pretentious materials. 


Your stationery and envelopes should add to your company's image not detract from it. W'hat 
may be appropriate for a law firm (where the image is consen ative, elegant and understated) 
may give a totally wrong impression for your firm. 


Likewise, contracts and reports should be submitted in a standard yet professional format. They 
don't have to be fancy yet they do have to reinforce an image of a firm that understands that 
these documents are an integral part of its marketing and communications. 


3. Business cards 


Business cards are important because they are the one item that you usually leave with the 
person after you have left. In particular, it should indicate what your firm does. If you work 
for IBM or General Motors then most people know the firm's business. And if you have a small 
number of potential clients all of whom know your firm by name then it isn't too critical. But 
what do “Johnson & Sons" do? What business is "ABC Industries” engaged in? 


Your card should also create a strong and positive impression and an appropriate image. If 
you are a law firm, you want the card to project one image. However, as a sheet metal 
contractor, you probably want to project a totally different image. 


Bear in mind that a circular or triangular card Chowever artistically intriguing) may just be 
irritating to the recipient since it doesn’t fit in the standard card file. However, a card made out 
of thin sheet metal may well distinguish your firm from the competition. 


4. Brochures 


Dilferent people have very different opinions about the need for brochures. Some see them 
as an essential part of their marketing efforts while other see them as an unnecessary utilization 
of the company's resources. To a very large degree, the view point is often a function of the 
stage of development of their business (i.e. start-up, growth or maturity). 
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A well designed and professional brochure (e.g. a four color, eight page piece printed on 
a heavy, glossy stock) will be expensive — anywhere from two to five dollars per individual 
brochure. As a result, a printing of two thousand would be a substantial expense; one which 
a company in the start-up phase would probably find difficult to justify. However, a top quality, 
four color brochure with pictures of the company's projects certainly reinforces the company's 
professional image and is a reasonable outlay for a highly successful firm wishing to reinforce 
an existing strong image with an established customer base. 


However, a small or start-up firm clearly has to be realistic and “cut its cloth according to its 
means." A simple brochure (e.g. black on a white stock) with limited graphics stating the 
company capabilities and philosophies will clearly not create quite the same image as that 
outlined above but it will provide you with materials with which you can communicate with 
both existing and potential customers . . . and the cost per brochure will be considerably less. 


5. Mailings and newsletters 


In contrast to brochures (which are designed primarily to inform), a mailing or newsletter is 
intended to both inform and motivate to action. To a far greater extent, you are trying to get 
the recipient's attention. 


Let's look first at mailings (i.e. a letter or brochure generally sent out in the hope of generating 
new clients). What you choose to do will depend very much on your target market and your 
budget. In general, you should bear in mind that mailings (whether they are to the general 
public or to businesses) generate an extremely small response rate. They are regarded as junk 
mail and largely ignored. 


However, if you are marketing your services to the general public then this may well be a 
highly appropriate means of generating new business . . . since your major marketing need is 
to make the customer aware of the sen ices you offer. The key points to bear in mind are that 
your mailings should be: 


Attractive to the eye — your major problem is getting the recipient to 
open and look at your mailing. 


Clean and professional — again, you are trying to create an image ... 
and thus the crisper and more professional the better. 


Well written — poor use of language, spelling errors, etc. do not 
normally improve the chances of success. 


Cost effective — you can spend many dollars on each piece. However, 
expect that the vast majority will end up in the garbage unread. 


You may be well advised to use the services of a professional in this field. There are numerous 
tricks to improving the response rate and the mailing that looks great to you may, in fact, not 
be as effective as one designed by an expert. 
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If you have a relatively small target market (e.g. 200 clients or potential customers? then a 
mailing may well be inappropriate. Why? Because these firms (and the individuals running 
them) are far more likely to be aware of your firm and the sen ices it offers. However, if you 
are introducing à new product, service or capability then a mailing may make sense if it is 
followed up by a personal visit and discussion. 


X hile a mailing tends to be designed to generate action, 3 newsletter may be the logical way 
to both build up your image and keep in touch with your market. Why? Because, in a 
newsletter, you can provide information and insights and thus reinforce your professional 
image. More imporandy, through a newsletter, you can keep in touch with your client base 
on a regular basis and with different individuals within their organization. 


When considering the production of a newsletter, there are a number of questions you should 
ask yourself. For example: 


How often should the newsletter be issued? Frequency and consistency 
is important... once a year doesn't do any good. Once a month 
requires a continuing production effort. Studies suggest that four to six 
times a year is appropriate. 


Who is going to physically handle the production? Even if vou decide to 
use an external service, somebody intemally will have to spend time 
pulling together the necessary materials. 


What should the new sletter contain? It should certainly include articles 
of sufficient interest to external clients so that they feel chat it adds to or 
helps their knowledge of either their industry or business in general. 
They are not likely, for example, to be interested in the fact that the wife 
of the sales manager gave birth to a bouncing boy! It should also 
include stories which emphasize the goals, professional attitudes, and 
expertise of the company. 


Note: If you want it to be both an internal newsletter as well as one 
going to customers, then you may well want to separate it into 
mo sections. 


Hew professional should it be? This is a difficult question You are not in 
the business of publishing a magazine and yet you want it to reinforce 
your image (as a professional company), not detract from it. Fortunately, 
in these days of desktop publishing, you should be able to easily generate 
a product which creates a strong and professional image. 


A nen slerter done well has the ads antage (compared to a brochure) that itis normally relatively 
inexpensive and thus can be gis en to people at varying levels within the client's organization. 
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However, it is important to make sure that it is cost-effective. If you send out 10,000 pieces 
costing 60 cents each (including postage) and you get a 1.266 response rate (not unusual) then 
you will have spent $6,000 to generate 120 potential customers. If your conversion rate is only 
1 in 10 of those that respond, you will have generated only 12 actual customers . . . and thus 
will have to generate $500 profit from each customer just to break event! 


SUMMARY 


In summary, the objective of all the firm's written communications should not only be to inform 
but also to reinforce the company's image. 


6. Site Signage 


Placing the company's sign on the site so that it is visible from a well-travelled road is an 
excellent way of communicating not only with existing clients but also with potential 
customers. Why? Because they see that you are actually engaged in a project as opposed to 
simply claiming to be able to perform. Furthermore, on major projects, you gain credibility 
both from the project itself and from association with other contractors on the site. 


Your signage should be clear and distinctive — preferably in colors which make it highly 
visible. It should show the company's name and telephone number along with its logo, slogan 
(such as “Satisfied customers are our goal") or an appropriate phrase (such as "Another top 
quality project from Harper & Lewis"). 


7. “Leave behinds” 


By contrast with written communications, “leave behinds" (such as calendars, notepads, 
badges, pens, magnets, etc. ) are designed to simply act as a general and ongoing reminder of 
the continued existence of the firm. Unfortunately, customers (even when they have a close 
relationship with you) can always be impressed by "another pretty face" so the objective of a 
“leave behind” is to provide them with a useful item which sits on their desk or hangs on a 
wall and daily reminds them of your organization. 


“Leave behinds” can be relatively inexpensive. However, they can also be very “cheap” and 
you have to be careful that they help reinforce the image you want to project. 


39 


SMACNA Marketing and Company Image Manual 


To make sure that the company's written materials are 


RECOMMENDATIONS Ill 


communicating effectively and projecting the right image: 


Ask yourself: is our logo (assuming you have one) as 
memorable as it should be? Similarly, ask yourself: should 
we have a slogan, creed, or statement of philosophy? 
W'ould it help better establish our company's image? And 
could we live up to it if we adopred one? 


Review, from time to time, your company’s letters, 
contracts and reports. Ask yourself: do they present a 
professional and competent image? Are they consistent? 
Are they appropriate to our business? Are they well 
written? How could they be impro ed? 


Ask yourself: does our business card project the right and 
appropriate image? Is it clear what business we are in? 
Does it say what potential customers need to know? 


If you don't already do so, consider whether or not you 
should conduct regular mailings or issue a periodic 
newsletter. Do you have the resources to prepare and 
mail out the materials? Would it do your firm any good in 
terms of making potential clients aware of your company 

. and reminding existing customers of your skills and 
capabilities? 


If you currently send out mailings and or a newsletter, 
evaluate their effectiveness. What do the recipients think 
of them? Are there ways in which they could be improved 
and made more effective? 


Periodically review and update all materials (especially 
brochures) based on changes in equipment, personnel, etc. 


In addition to these various forms of written communications, there are two visual forms of 
communication v hich can also add to your firm's image. 
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CHAPTER 9 


ADVERTISING AND PUBLIC RELATIONS 


Advertising and public relations are often considered in the same breath . . . and yet they are very 
different. Advertising is where you pay money to place your advertisement (be it in a magazine 
or newspaper or on the radio or television). Public relations, by contrast, is generally free Cunless 
you choose to pay an agency to generate opportunities) and emphasizes materials which are given 
to the newspapers, magazines, etc. (as newsworthy) to reinforce your company’s image. 


Let's look at each of these in turn: 


1. Advertising 
The three questions you need to answer with respect to advertising are: 
* Should you advertise? 


* Where should you advertise? 
* What should the advertising emphasize? 


Should you advertise? 


This depends on three main factors: 


The size and nature of your target market. The larger the market for 
your services (i.e. the greater the number of potential customers), the 
more advertising makes sense. And it makes far more sense if you are 
dealing with consumers as opposed to industrial or commercial clients. 


Quite obviously, if there are only ten customers for your services then 
you can visit with each individually. On the other hand, if there are a 
million or so, you have to advertise. 


The familiarity of your client base with your services and capabilities. 
Advertising also makes sense if you are dealing w ith a relatively 
unsophisticated client base. They need assistance. Hosvever, if it is a 
very sophisticated client base (i.e. one which seeks out possible 
suppliers) then your advertising may well be wasted. 


Your financial resources. If you can afford to advertise (in whatever 
format), then it may make sense to do so. A small firm seeking 
customers may be forced to advertise to gain visibility to attract business 
while a larger, well-established firm may choose to advertise to reinforce 
ils image as a successful, community-minded firm. 
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Where should you advertise? 


This depends very largely on the nature of your client base. 


Let us start with the Yellow Pages. As indicated earlier, a large, well established firm is unlikely 
to have a substantial advertisement since they will probably assume that the sort of clients they 
want to wark with would look for potential suppliers in the telephone beck! On the other 
hand, that may be exactly where the average homeowner would look for assistance when 
installing air conditioning . . . and a half page advertisement might prove extremely effective 
for a firm in that field. 


Advertising in new spapers also makes sense if you are aiming at the general public. This, after 
all, is the major approach taken by retail stores. However, this is an extremely nonselective 
audience and you may well prefer to advertise in one or more trade magazines. To make such 
an investment cost-effective, you have to be prepared to advertise on a regular basis. One or 
two advertisements thon ever large? will not normally produce dramatic results. You have to 
build up a pattern of advertisement so that porential customers become accustomed to your 
firm's name. 


A lengthy series of advertisements can, of course, be expensive and you have to look at it 
in terms of the potential customers. Are there enough readers of the specific magazine who 
(a) need the service or system you are offering and (b? might purchase from you? If there 
are, then the advertisement may well be cost-effective. Some firms run such advertisements 
not so much because of their potential for generating new clients but in order to reinforce 
their image (largely in terms of their existing clients) as an industry leader. Advertising in 
non-trade publications «e.g. in the local city magazine or in the program for the local 
symphony ! are not likely to generate business leads (or at least it will be very difficult to 
confirm that they do). What they do do is to provide the opportunity to build up its image 
as a supporter of the community and to say something about the company's philosophies 
of doing business. 


Radio and television advertising are rarely attractive for the average small- to medium-sized 
firm. Television, in particular, is only appropriate if you are avery large firm or a small firm 
with à large number of potential customers. Radio is more economic bul, once again, probably 
makes sense only if you are dealing with homeowners making a major investment. 


What should the advertising emphasize? 


The emphasis of our advertising will depend very much upon what you are in ing to achieve. 
Normally, when y ou turn on your teles ision set, the advertiser is trying to get vou tota) purchase 
something, (b) remember the existence of something, or (c) create a general image for the 
company. 
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For example, if you are attempting to generate sales leads then you clearly have to focus on 
offering something which will get the customer's attention. Car dealerships emphasize style, 
price, financing and other short-term offers in an attempt to stimulate business. The 
advertisement (using whatever media) has to motivate the customer to action. By contrast, 
Coca Cola or Kellogg's Corn Flakes are not attempting to sell the specific product but to 
reinforce your awareness of the existence of the product. And yet other firms are concerned 
purely with building up their image. In what are referred to as institutional advertisements, 
they merely try to ensure that the listener or viewer considers the company in a positive light. 


Advertising can be an effective adjunct to your other marketing efforts and it can build up or 
reinforce your company's image. However, the point that needs to be recognized is that it can 
be cost-effective only (a) if you have identified a specific and large market segment and can 
send a message which is sufficiently strong to pull in business or (b) your objective is to 
reinforce and broaden an existing strong image. 


2. Public Relations 


As indicated earlier, public relations normally covers materials which are given to newspapers 
or magazines as newsworthy items. Publications are always looking for materials — especially 
from "experts" — and thus generally respond favorably to reports dealing with jobs well 
performed, awards, innovative approaches, etc. Bear in mind that an expert is often little more 
than a person who classifies himself as an "expert." 


Apart from the fact that such items are normally inserted free of charge, they also have the 
advantage that they can be used as mailings to existing customers . . . again with the objective 
of projecting an image of success and professionalism. A short anicle describing your ideas 
or solution to a specific problem can, for example, be reprinted and mailed to your existing 
and potential customers. 


The problem with public relations — as far as many small- and medium-sized firms are 
concerned — is that (a) they may not have a great deal to publicize which is unique and 
(b) may have nobody in-house with the time to develop appropriate materials. Having said 
that, it is often amazing how much visibility some small firms manage to generate (e.g. an 
article discussing their move to new facilities, another on their solution to a client's problem, 
etc.). And this is another area in which you may well need to obtain assistance from one 
of the local public relations firms. 


Advertising and public relations can, without question, help build up your company's image. 
The questions that have to be answered focus on: what and how much? 
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RECOMMENDATIONS IV 


To make sure that the company is taking the right steps in terms of 
its advertising and public relations: 


* If you don't currently advertise, ask yourself: should we 
advertise? Is there a publication or newspaper which a 
large number of our customers read thus making it 
cost-effective? 


If you do advertise, ask the folowing questions: what are 
we trying to achieve? Are we getting value for our money? 
Are there more cost-effective effective ways of 
communicating with customers? 


Consider how you might use a public relations firm to 
promote the services and image of the company. What 
do we do or have which could be promoted and 
publicized? 
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CHAPTER 10 


THE PHYSICAL ASSETS 


Often overlooked in terms of projecting a professional image is the firm's physical plant, namely: 


1. Office space and facilities. 
2. Production and yard facilities. 


3. Trucks and equipment. 


Let's look at each of these in rum: 


1. Office space and facilities 


A recent study showed that the company's office space and facilities office are a key element 
in determining the sort of image that your firm projects. It is like a second skin that conveys 
the company image while reflecting a company's values. abilities and personality. 


Now, it is important to put this issue in the right perspective. Many businesses don't have the cash 
flow to invest in fancy office space . . . and one can make a strong argument for always being "lean 
and mean" when it comes to your facilities. But it is also important to recognize that, when it comes 
to the image of your company, your office space and facilities do have an impact. Furthermore, 
it is amazing what the expenditure of just a few dollars can do when it comes to your office space. 


EXAMPLE XI 


You are waiting to talk with a potential supplier. Their office is 
dirty, there are piles of papers and files in the corner, the walls are 
covered with peeling wallpaper, one of the light fixtures has burnt 
out, there is a dead plant in a cracked por, the linoleum is broken, 
and it is furnished with 1930 furniture. Will this stop you doing 
business with that firm? No, probably not. But will it give you the 
feeling that you are dealing with a firm that is professional and well 
organized? Again, the answer is probably not! 


Consider the same office with a coat of white paint, a new light 
fixture, a couple of plants, new linoleum on the floor, a couple of 
new filing cabinets and a modern desk. Again, it will not ensure 
that you do business with this firm. But you will have a more 
positive image in your mind. 
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2. Production and yard facilities 


Essentially the same comments can be made with respect ro the production and yard facilities 
as for the office space. A clean and well laid out facility adds to the image of the company as 
amhole...as well as providing a safe and pleasant working environment for the company's 
personnel. However, since, in general, fewer outsiders spend much time in the plant. a poor 
or dirty facility is less likely to have a strongly negative impact on your overall image. 


On the other hand, one can argue that the image a company projects is, to 3 degree, a reflection 
of the way its personnel feel about the organization ... and, since a dirty, poorly laid out facility 
is not likely to reinforce an individual's positive view of the company, there is a danger that a 
negative image v ill be communicated to the company's customers. 


3. Vehicles and equipment 


The very same arguments (as given above) apply to the firm's vehicles and equipment. Not 
every body can afford new trucks and equipment. Most firms have to do the best they can with 
what they have. However, this doesn't mean that these should be dirty and poorly maintained 
since the resulting image is a negative one. 


EXAMPLE XII 


A supplier's truck arrives at the site. It is dirty, there are numerous 
points where the body has rusted through. and a couple of parts 
are hanging loose. Does this stop you from using this supplier? No. 
Obviously not. Does it give you a bad impression of the tirm? 
Probably not to any great extent. 


But it doesn't help reinforce a positive and professional image. Ir raises 
the question fin the back of the mind) of whether the firm is reliable. 
After all, their equipment is clearly poorly maintained. X hat happens 
if it breaks down? And if they don't pay attention to maintaining their 
vehicles and equipment, what else are they overlooking? 


Another key point to bear in mind w ith respect to your vehicles and equipment is the signage 
on them. In effect, both are free and mobile billboards and thus you should take advantage 
of them by ensuring that the firm's name and telephone number is clearly visible. This is 
another area where color can be used to great effect to attract the viewer's attention. In fact 
you may wish to consider putting the company name and telephone number on the top of y our 
vehicles since many people see them as they look down from buildings, bridges, etc. 
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As indicated at the start of this manual, a company’s image is built up of a large number of 
factors some of which are more important than others. However, if your goal is to project a 
professional image then it makes sense to ensure that nothing in terms of the physical assets 
of the company detracts dramatically from that image. 


RECOMMENDATIONS V 


To make sure that your company’s assets project the right image: 


* Regularly take a look at your office space (especially the 
reception area) and put yourself in the shoes of a potential 
customer. Does it give you a positive feeling? Ask 
yourself: what would improve it? What changes would 
make a difference? 


Regularly walk around the production facilities and yard 
and evaluate them — as you would if you were a visitor. 
Does it give you a positive feeling? How could it be 
improved? 


Visit job sites from time to time with a view to evaluating 
not the job but the trucks and equipment. Ask yourself: 
do they project the sort of image they should? 
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CHAPTER 11 


MISCELLANEOUS FACTORS 


Numerous other factors can influence or add to both the effectiveness of the company’s 
marketing or communications efforts and reinforce a positive company image. Among those 
worth mentioning are: 


l. Entertainment. 
Community involvement. 
Sponsorship of events. 
Open houses and seminars. 
Participation in trade shows. 
Videos. 
Attending and participating in professional meetings. 
Membership of professional associations. 


Writing articles for newspapers and trade or local publications. 


Let's look at each of these in turn: 


1. Entertainment 


Many firms — especially the larger ones — spend extensively on the entertainment (e.g. tickets 
to sporting events, concerts, etc.) of customers and, to a lesser extent, their suppliers. Once 
again, whether or not you choose to do will depend upon both on your budget and on the 
nature of your customers — bearing in mind that some customers may have a policy of not 
accepting entertainment. A firm doing a lot of business with a small number of Fortune 500 
companies can far readily justify entertainment of key personnel than one which does relatively 
small projects with a large number of clients. 


It also depends on the availability of personnel willing to entertain clients. Merely providing 
customers with tickets to some event defeats the purpose of the entertainment. Somebody 
from your company has to be present with the clients since the primary purpose of 
entertainment is to establish a personal relationship. And this means that you have to like the 
indi: idual(s) and have something in common with them. If you don't then it is unlikely that a 
positive feeling will be generated. If both parties regard the interaction as a chore then it may 
hurt the company's image rather than assist it. 
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An alternative (and often more cost-effective) approach to getting together with vendors, 
clients, potential clients, etc. in an informal setting is to either hold a company picnic or some 
form of sporting event — most usually a day on the local golf course. These are generally 
less formal environments and may be more appropriate when you want to make contact with 
a larger number of managers, purchasing agents, estimators, etc. from smaller and 
medium-sized firms. 


Since frequent contact or communications are far more effective than a one time interaction, 
it makes sense to allocate your budget so that you get the “biggest bang for your buck.” Half 
a dozen small events may, therefore, be much more cost-effective than one high priced event. 


2. Community involvement 


Some firms strongly believe that the involvement of its personnel in various community and 
cultural activities (such as the Chamber of Commerce, Rotary, the symphony orchestra, etc. ) 
adds to the image of the company as a "good citizen". . . and some go as far as to require 
managers to participate. Others feel that it is more a matter of personal choice and that the 
benefits of such activities are relatively limited (and usually hard to measure). 


Being active in an organization certainly provides an opportunity ro meet other business people 
andthis can be beneficial (in a business sense) if potential customers also attend these sessions. 
Normally, as a firm gets larger, it tends to feel a greater need to put back into the community 
and in most cases (provided the involvement is positive) this will have a positive impact on 
the company's image. 


3. Sponsorship of events 


Going one step beyond participating, vour firm can actively sponsor a community or civic 
event (e.g. a registration drive, a marathon, etc). These activities tend to be expensive and 
time-consuming . . . and for a small- or medium-sized firm may well be beyond its resources. 


Furthermore, while the resulting program may generate considerably visibility, there is a risk of a 
negative impact if the event is a failure. Also, the event (however successful) may not create or 
impact the company's image among its target customers. For example, sponsoring a marathon 
may make sense if you are selling to consumers and are trying to make them aware of your firm's 
name but have little value if vou are attempting to attract che attention of architects or owners. 


4. Open houses and seminars 


The advantage of holding an open house or a seminar is that it enables you to attract a 
substantial number of people (from a wide variety of companies) into a relatively professional 
environment. Many firms have held very successful open houses and it certainly adds to both 
the visibility and the image of the company as well as allowing for some effective marketing 
or communications. 
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The problem is that you have to have something to offer. Inviting people to inspect your 
shop only creates the right image if you have a facility worthy of inspection (e.g. a brand 
new building, anew piece of equipment, etc.). The same can be said of holding a seminar 
presentation. [t has to be built around something which will attract interest and attention. 
Many trade associations put on programs and your offering has to be unique (e.g. an 
extremely timely issue, a demonstration of a brand new technique or approach just catching 
hold in the industr ). 


If you don't have anything unique yourself then you have to bring in outside assistance. One 
approach is to hold a program (e.g. an open house? built around displays of products and 
services toffered bx other firms) which will be of interest to your specific customers. They can 
be very effective. However, you have to bear in mind that the mix of displays and offerings 
have to be carefully tailored to those that you want to attend and that it takes some time before 
your program becomes well known (i.e. it may take mo or three years to build up visibility 3. 


However, an open house or seminar tif extremely well presented) can dramatically improve 
your customer's view of your organization as a "leader" or "expert." 


5. Participating in trade shows 


Trade shows are always a good opportunity to meet people, see what is occurring in the 
indusuy, and generally market your firm's services and capabilities. However, the value of 
exhibiting at a trade shows depends largely on w hether your company has something specific 
to show or demonstrate or whether your firm's name is such that customers will seek out your 
booth or display. 


To be effective, you need a display which has a strong visual impact . . . something which will get 
the attention of the passerby. If vou don't have anything then you may have to fall back on 
outstanding catering and hospitality . .. and that can be expensive and thus not overly cost-effective. 


6. Videos 


With the rapid dex elopment of modern technology, videos have gone from the local store to 
being a highly effective way for the small- to medium-sized firm to not only market its 
company's products and services but also to create the desired company image. 


The major advantage of a producing a video is that. like a brochure, you are in a position to 
control the content and make sure that the “big picture" is the one you really want to project. 
It allows you to put the ven best image forward. 


Once again, whether or not this makes sense for your firm will depend, to a large degree, on 
what you hax eto offer. The important factor to bear in mind is that, if you are going to produce 
a video, you need to make sure that it is first rate in order to project a professional image. An 
effort which is, or looks, home made is likely to do more harm than good. 
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7. Attending and participating in professional meetings 


There are obvious advantages to attending professional meetings — in addition tothe learning 
process. Meetings (and trade shows) held by BOMA, BOCA, AIA, AGC, etc. are (or can be) 
a great opportunity to meet with potential customers and begin to establish a relationship with 
them. However, the important point to recognize is that it has to be one which is attended by 
the people whom you want to meet. A meeting attended largely by your peers, while rewarding 
in a different way, will probably not provide the right forum for effective marketing and image 
building. 


The same is true of participating (as a speaker or a moderator) at a professional meeting. While 
doing so gives you an opportunity to reinforce your visibility and image among your peers, it 
is your customers that you want to impress . . . and this means participating in programs which 
they will attend. 


Of course, in order to participate in this manner (and gain value from it), you have to have 
something to say . . . and feel comfortable standing up and making the presentation. A 
disastrous presentation is likely to hurt rather than help your image among your customer base. 


8. Membership in professional associations 


Being a member of a professional association is, of course, beneficial in terms of the programs 
and activities themselves. However, more importantly, they can also assist your image in three 
very effective ways. 


First, the use of the association's logo (such as the SMACNA logo) on your stationery can give 
a professional "accreditation" — especially if it is an association which carefully screens the 
qualifications and performance of its members and has thus built up a reputation as consisting 
of the "cream of the crop" within the industry. 


Second, the association itself may well promote the services and capabilities of your firm (along 
with those of other members) in a manner which would nort be cost-effective for you alone. 
For example, a full page advertisement in a trade publication might well give visibility to your 
firm (as part of the organization) which you would never be able to justify on your own. 


Third, the association often provides useful materials. For example, SMACNA has developed 
a professional-looking brochure (available through SMACNA's Publication Department) that 
explains why it pays to hire the SMACNA contractor. This brochure can be easily customized 
for an individual contractor with a logo sticker for the cover and promotional literature for the 
inside front cover. 
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9. Writing articles for newspapers and trade or local publications 


Some firms generate tremendous visibility for themselves by submitting materials to the local 
newspapers. When anything happens which impacts their industry (often only marginally) y ou 
will see yet another short article commenting on the situation and, most importantly, 
mentioning the company's name. It all helps the firm's visibility and reinforces the idea that 
the firm is the “expert”... the one you go to when you have a problem. 


Similarly, vou can submit articles to either local or trade magazines. Once again, you have to 
have something to say and feel comfortable saying it. However, unlike a speech, you can hire 
somebody to “ghost write" it for you. Local publications normally go to a wide variety of readers 
and thus may not reach very many of your target customers. You can, of course, overcome 
this by sending reprints to these indiy iduals. 


One or more articles in various trade publications can be very effective (in terms of establishing 
your visibility, highlighting your firm's specific skills and capabilities, and reinforcing your 
company’s image as the "experts if you can develop something for those publications read by 
your potential customers . . . otherwise you are again likely to be talking largely to your peers. 


SUMMARY 


The key to each of these miscellaneous factors is that they have to be cost-effective for your 
organization. Just as spending $10,000 on a program which doesn't attract the appropriate 
visitors will be a waste of money so will devoting many hours to writing an article which has 
no great value and thus is unlikely to impress the right people. 


RECOMMENDATIONS VI 


To make sure the company is both taking advantage of the various 
opportunities to project an appropriate image and utilizing the most 
effective approaches: 


* Continuously monitor the entertainment expenses and 
evaluate their effectiveness. Are the right people (i.e. the 
decision makers) being entertained? Is the expenditure 
appropriate? 


Review whether or not the level of involvement of 
personnel in community affairs is appropriate. Ask 
yourself whether or not there are specific organizations 
where membership would either help with the company’s 
marketing efforts or provide a positive company image. 
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RECOMMENDATIONS VI (continued) 


Evaluate whether or not the company should sponsor an 
event and whether or not it would be cost-effective? 


Analyze the potential for holding an open house or a 
seminar. Does the company have something special 
which would make such a program a success? 


Review whether or not the company should participate in 
trade shows. What does it have which would generate 
interest and traffic among its customers? 


Evaluate the potential benefits of producing a high quality 
video. To whom would it go? Would it be cost-effective? 


Develop an ongoing program of attendance and 
participation (by employees at all levels of the company} 
at professional meetings . . . with a reporting system Cif 
only verbal) on the results. 


Evaluate the potential benefits of membership of different 
professional associations .. . and determine how your firm 
can get the maximum visibility and credibility from its 
membership. 


Explore the possibility of members of the firm writing 
articles for the local newspaper, trade magazines, etc. to 
generate visibility. 


Evaluate all the options for creating a unique and 
differentiated company image . . . and determine the 
optimal package of activities in terms of both the 
capabilities and resources of the company and the relative 
cost-effectiveness. 
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PART III — WRAP UP 
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CHAPTER 12 


EVALUATING YOUR COMPANY'S CURRENT IMAGE 


Evaluating your company's image can be relatively easy to do provided you remember that the 
objective is to give you insights and feedback not statistical analysis. The simplest way of all is 
merely to ask people. Whenever you meet or talk with them, take the opportunity to ask some 
questions . . . and be prepared to accept their point of view! 


If you want to be a little more scientific, you can use the following seven step approach: 


Identify whose opinion you want to gather .. . do you want the views of 
your customers, suppliers, general public, employees, etc. 


Decide whether you want to gather this information in-person, by phone 
or by using a mailed questionnaire. In-person or by phone is far better if 
you can get to the individual whose opinion you want. However, people 
don't normally like to spend very much time on nonessentials and the 
answers you get may not be too accurate. By contrast, a mail 
questionnaire may generate a more thoughtful set of answers. However, 
the response rate may be extremely low. 


So, if you only have twenty or thirty customers, it makes sense to try to 
spend time with them — either in-person or on the phone. On the other 
hand, if you simply want a hundred responses out of 2,000 individuals 
then a mailed questionnaire may be more cost-effective. 


Develop a set of questions . . . decide what you want to ask. 


There are numerous ways of approaching questions. Two of the most popular are as follows: 


What do you think of ? An 'open-ended' 
approach which means that each respondent fills in their own 
answer (which makes it relatively difficult to combine the 
responses). 


How do you rate our performance (in terms of a specific area) on 
the following scale: 


Very Poor |. Poor . Average . Good Very Good 
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You can ask as many questions as you like. However, always bear in mind that the respondents 
may become irritated (and refuse to respond) if you ask too many. 


Conduct the questionnaire . . . you can do it yourself (which is the most 
effective approach if people know you personally) or you can assign it 
to one or more members of the company. A third approach is to use an 
external agency. However, this will be more expensive and, to some 
degree, you lose control of the interview process. 


Summarize the results and prepare an analysis . . . once again, this 
doesn't have to be a fancy report. It is going to be an internal document 
and thus merely needs to state the facts as they were derived from the 
responses. 


Discuss the results . . . too often companies go through the exercise and 
then ignore the findings (especially if they aren't too complimentary"). 


Give every body in the company a copy of the report (they are all part of 
creating its image) and set aside some time for everybody to discuss the 
findings. 


And finally: 


* Use the results . . . where weaknesses have been identified, draw up a 
list of actions to be taken to taken to eliminate the problem(s). 


The major benefit to be gained from asking questions — either in the form of some casual 
questions at a meeting or a detailed questionnaire — is that you may learn something which 
helps your business be more successful. Furthermore, you may well find that your perception 
of the company's image (or that of your company's personnel) may be very different from that 
held by either your customers or your suppliers. 
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CHAPTER 13 


A FINAL PERSPECTIVE 


Your firm's image is critically important. It is the way the business community (and others) 
perceive your organization and that perception often has a major impact on how your people 
see themselves. A positive image in the marketplace can lead to a positive image within the 
company ...and zice versa. 


Furthermore, as indicated in the various chapters of this manual, the image of an organization 
rarely results from one event or specific situation. It is built up of many elements and factors 
... and is built up over time. To use a metaphor, it is like a house which is built very slowly 
one brick at a time. 


Unfortunately, a company's image is often a very fragile thing. What takes so long to establish 
can be rapidly eroded or even destroyed if management does not ensure that all personnel are 
aware of its importance and the need to continually reinforce the positive aspects of the image. 


As suggested earlier, you should always be looking at your own operations and, putting yourself 
in the shoes of an outsider, ask yourself the key question: 


e Does it project the sort of image I want for this company? 


And you should always be asking others what they think of the company. These don't have to 
be general questions. In fact, it is often better if they relate to specific situations such as "Did 
you receive good support from our accounting people?" or “What do you think of the 
performance of our new receptionist?" 


What your looking for are comments and ideas which would improve the image of the firm. 
But, probably more importantly, negative comments will give you insights into steps you can 
take to prevent any erosion of the image you and your personnel have worked so hard to build. 


